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Executive Summary

Project Introduction

The City of Fitchburg, Wisconsin (iCi t y 6 a n d ) angaged&dkér Tilty gn dhe winter of 2023 to conduct an
Operational and Organizational Review of all City functions. The study was structured with three primary phases: project
planning and management, discovery, and assessment, and reporting and execution planning. This report summarizes
the observations and recommendations of the Operational and Organizational Review.

Fitchburg has experienced increasingly rapid growth, more than doubling in size in the past ten years with additional
expected growth in the future. It prides itself in providing the community with a high level of services and initiated the study
to step back and assess how departments collaborate and how the community interacts with those departments to create
a forward-looking organizational structure that can meet community needs today while providing room for expanded
services and initiatives in the future.

To achieve the project goals Baker Tilly reviewed a substantial amount of data provided by Fitchburg staff, conducted
extensive interviews of Fitchburg employees from every department and at multiple levels throughout the organization,
either one-on-one or in focus groups, and benchmarked staffing of similar organizations in Wisconsin.

Summary of Recommendations

A summary of the recommendations along with the recommended full-t i me e m pFITED Wleawrges(if @ppropriate, is
provided below.

Table 171 City Position and FTE Change Summary

Recommended Positions Recommended FTE Changes
Administration - Deputy City Administrator +2.0 FTE
- Communications Director
- Talent Acquisition Manager
Human Resources e +2.0 FTE
Finance - Finance Assistant +2.0 ETE

- Budget Analyst

- Parks Manager
- Absorb the Urban Forester/Naturalist +1.0 FTE

PUSE S and LTE Assistant from Parks, Forestry  +.75 FTE, and the .2 LTE hours
and Recreation
- Transfer the Urban Forester/ Naturalist
and LTE Assistant to Public Works
Parks, Forestry and - Rebr_andlng into Leisure & Community _.75 FTE, and the .2 LTE hours
Recreation Services

- Absorb Senior Center staff
- Maintain current Recreation staff

- Lieutenants +2.0 FTE

Police Department -  Reclass t\_/vo Lieutenants to Captains:
0 Lieutenant -2.0 FTE
o Captain +2.0 FTE

- Division/Battalion Chief*

Fire Department - Career Firefighters** +1.0 FTE
Senior Center - Transfer _posmon_s; to new Leisure & 7.0ETE
Community Services Department
Leisure & Community - Rebranded Parks, Foresty and
. . +8.0 FTE
Services Recreation Department
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Recommended Positions Recommended FTE Changes
- Absorb Senior Center and Recreation
staff

- Introduction of Leisure & Community
Services Director

Total FTE Changes: 11 FTE

*To be filled as patrol vacancies are filled
** Exact number of Career Firefighters to be determined

Outcomes of this review resulted in operational and organizational recommendations focused on the following areas:
1 Organization-Wide
1 Address lean administrative support staffing.
1 Administration

T Restructure the City Admini str atbDepufy€ity Adnmistatortor e por t s
better facilitate department coordination and community contact points.

1 Hire a Communications Director responsible for the development of a communications strategy.
1 Human Resources

1 Add resources for strategic talent acquisition, leadership development, benefits management and
classification and compensation to best meet the challenging workforce environment.

1 Hire a Talent Acquisition Manager to help with employee recruitment and retention.

1 Hire a Senior HR Generalist to provide additional HR expertise and backup to benefits, payroll and other
assigned tasks.

1 Finance Department

1 Add a Finance Assistant to perform both grant and procurement functions supporting both the
Department and all City departments.

1 Add a Budget Analyst to focus on budgetary duties and centralizing the budget process for the City.
1 Information Technology
1 Assess and adjust existing and potential technology solutions.
1 FACTv
1 Move the staff of this department to report to the new Communications Director.
1 Public Works Department
1 Absorb staff and functions of Parks and Forestry from the Parks, Forestry and Recreation Department.

1 Absorb reclassified Parks Director from Parks, Forestry and Recreation or hire a Parks Manager to
oversee the park maintenance functions previously moved from Parks, Forestry and Recreation.

1 Senior Center and Parks, Forestry and Recreation

1 Restructure the current Recreation Department with the Senior Center and rebrand as Leisure &
Community Services.

1 Reclassify Senior Center Director to Leisure & Community Services Director to oversee
recreation and senior enrichment activities to accommodate future growth of community
engagement and resources. The Leisure & Community Services Director would oversee the
Senior Center Manager and Recreation Manager

1 Reclassify Parks, Forestry and Recreation Director to Parks Manager.
Transfer staff and functions of Parks and Forestry to Public Works.

1 Take ownership of the Healthy Neighborhoods Initiative program and future opportunities
relieving the Planning and Zoning Department of direct oversight of the program.

The following departments were interviewed by Baker Tilly staff, but no recommendations were made:

==
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1 Planning and Zoning

1 Assessing

1 Building Inspection

T Clerkods Office
1 Legal

1 Library

1

Municipal Court

Emergent Priorities:

Over the course of the Operational and Organizational review, there were emergent priorities that came to pass. We

recommend investment in staffing aligned to these strategic priorities, despite the absence of robust benchmarking data to
support those investments. While the availableb e nc hmar ks di dn 6t indreasgd stafling,denehmarkes arel f or
a single point of data, which does not necessarily tell the entire story, and staffing should also be tied to the priorities of

the community. This is all the more reason for the needed investment in a City strategic plan. Decisions prompted in the

report to follow should be directly tied to a strategic pland and not be considered in a vacuum. Consider the emergent

priorities to follow, in addition to the benchmarked recommendations, as the City navigates into the future.

1 Organization-Wide
1 Develop a Citywide Strategic Plan to develop a framework that guides the activities of Fitchburg toward
the achievement of a community-wide vision.

1 Address the inequities existing in the City with public transit as it relates to access to City buildings and
services.

1 Police Department
1 Reclass two current Lieutenants to Captains.
1 Add two Lieutenants.

1 Fire Department

1 The City will work towards a higher ratio of career staff and all career Division Chiefs and Lieutenants,
increasing the FTE count of the department as additional staff are hired.

91 A future Division Chief may be added to cover a fully staffed department.
1 Economic Development
1 Assesstheneed for a Housing Specialist to meet the Cit)

Baker Tilly Contact Information

We are pleased to have had the opportunity to serve as a strategic partner to the City of Fitchburg on this project. The
Baker Tilly project team would like to thank the Fitchburg project sponsors, the project steering committee, staff, and
stakeholders for their participation in this project and all of the effort dedicated to producing this report. We look forward to
continuing to serve as your valued business advisor.

Should you have any questions regarding this report, please do not hesitate to reach out. Contact information is provided
below.

Caitlin Humrickhouse, MPA, SWP | Director Rory Vale, MPA | Project Manager
Direct 312.729.8098 Direct 312.729.8191

Email Caitlin.humrickhouse@bakertilly.com Email Rory.Vale@bakertilly.com
Megan Miles, MPA | Senior Consultant Elliot Hallett, MPA | Consultant
Direct 312.228.7317 Direct 312.240.2459

Email Megan.Miles@bakertilly.com Email Elliot.Hallett@bakertilly.com
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Project Scope and Methodology

In January 2023 the City of Fitchburg, W1 engaged Baker Tilly to provide an Operational and Organizational Review of the
Cityds structure and identify areas for restructuring,
Our review focused on all aspects of City operations which includes the following departments and their related functions:

T Administration Human Resources

1 Assessing 1 Information Technology

1 Building Inspection 1 City Attorney

T Clerkés Office 1 Library

1 Economic Development 1 Municipal Court

1 FACTv 1 Planning and Zoning

i Finance 1 Public Works

1 Fire Department 1 Parks, Recreation and Forestry
1 Police Department 1 Senior Center

As part of this study, we requested and reviewed a considerable amount of data from Fitchburg. The data received was
used to facilitate initial interviews with staff. The following serves as a summary of the data reviewed:

9 Organizational charts

1 Job descriptions

1 Contracts and operating agreements

1 Reports and analyses completed by staff.

1 Reports and analyses completed by other organizations.

We relied on our public sector experience, industry associations and research institutions for background information for
this report. Comparable organizations were selected considering a combination of geographic region, population size and
population growth.

Comparable municipalities used for benchmarking the organizational structure and staffing levels include the following
cities and villages in Wisconsin:

1  Sun Prairie, Population 36,189

De Pere, Population 25,335

Oak Creek, Population 36,260
Menomonee Falls, Population 38,906
Beloit, Population 36,609

West Bend, Population 31,727
Mount Pleasant, Population 27,646
Wauwatosa, Population 47,752
Oshkosh, Population 66,607

West Allis, Population 59,484

=A =4 =4 =4
=A =4 =4 -4 =2

Some of the industry benchmarks used for metrics-based staffing levels include:

The Society for Human Resources Management
International City/County Management Association
National Parks and Recreation Association
International Association of Fire Fighters
International Association of Chiefs of Police

=A =4 =4 -8 -4

The engagement team is confident that all departments and divisions had an opportunity to offer insight with significant
participation by Fitchburg personnel in all phases of the project. Through those interview sessions Baker Tilly identified
several operational needs in themes repeated by employees from a diverse range of functional areas in multiple sessions.

8
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In conjunction with our review of Fitchburg provided documentation, these themes were elucidated and comprise our
observations and inform our recommendation.
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Recommendations
Organization-Wide
Recommendation 1: Address lean administrative support

Recommendation: Departments should perform a thorough analysis of administrative procedures and identify areas

where time and resources can be better utilized. Additional administrative staffing should be considered if updates to
procedures do not improve processing times.

Detailed Observation: Administrative support runs lean throughout the City. Departments with dedicated
administrative functions are Administration, Fire, and Police, while providing a shared resource for Public Works and
Building Inspections. While the administrative services managers in Police and Fire are dedicated resources to those
departments, in the Police Department, that position performs a variety of other complicated functions in addition to
general administrative tasks and is spread very thin.

The Executive Assistant in City Administration is a shared resource between the City Administrator, Mayor and the City
Attorney as well as City communications responsibilities.

Additionally, the shared administrative assistant that serves Public Works and Building Inspections finds her time
increasingly spent on Building Inspections due to the large volume of permitting for development in the City, whereas
the intended split would be 75% Public Works and 25% Building Inspection. Public Works staff is spending more of
their time on intake of documents and other administrative functions, taking away time from performing their primary
job functions.

There is also a floating administrative position that assists most City departments.

Detailed Recommendation: Dedicated administrative support allows all departments to run more efficiently and gives
back time to department staff. The City should review current procedures to see how administrative support can be
better utilized and where.

A comprehensive analysis of current administrative procedures in all effected departments to identify where time and
resources are being wasted will allow department heads to see where their time is being spent and how administrative
support could help support their staff. Examples include reviewing current processing times in Public Works and
Building Inspection inquiries, bottlenecks, and existing pain points that can be improved. Prioritize the procedures that
require immediate improvement based on the department& current staffing level and available resources.

Allocating administrative time appropriately will ensure staff are not taken away from their primary duties. For example,
building and permitting season is commonly busiest in the spring. Building Inspections and Public Works should plan
for their busy season and request additional assistance to help with the influx of requests and phone calls

After implementing the solutions, analyze their impact on the performance of the Department. If the solutions do not
achieve the desired results and processing times are still high, work is still not being completed, or non-administrative
staff are being pulled from primary job functions consider hiring additional administrative staffing.

Timeline for Implementation: 6 1 18 months; Priority: MEDIUM

1. Conduct an operational audit of department processes to help identify inefficiencies in the administrative
structure.

2. If inefficiencies in current processes are identified, streamline those to increase efficiency. Do this by
automating manual processes and remove activities that do not add value.

3. If additional resources are needed, consider outsourcing work during busy seasons (tax collection, building,
etc.) or hiring LTE staff to help accommodate pain points.

10
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Administration

City Administration oversees the day-to-d ay oper ati ons of the City, i1itbdéds 250+ employees, and 30, 67

effective and efficient performance of all City services, functions, and programs. The City Administrator also serves as a liaison between the elected policy making
body involving the Mayor and Common Council as well as assigned City staff.

Figure 11 City of Fitchburg Administration Reporting Structure (Current State)

1
I [ [ 1
Police Chief Fire Chief City Attorney iy
Administrator
Executive
Assistant
| | | | | | | | | | | |
Economic Planning & " . Human Building Parks, Forestry, . Information Community
. . . Public Works 5 -~ = e . Senior Center . . . . S - o
Finance Director Development Zoning . Resources Inspections and Recreation e Technology Library Director City Clerk Media Services City Assessor
n e Director q Director 0
Director Administrator Manager Manager Director Director

Manager
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Recommendation 2: Restructure City Administrator reporting lines

Recommendation: Hire a Deputy City Administrator and divide departments between the Deputy City Administrator and

the City Administrator to reduce the City Administrator

Detailed Observation: The City is run by a City Administrator who reports directly to the Mayor and Common Council.
The City Administrator has 14 direct reports. While the Police and Fire Chiefs and City Attorney report directly to the
Mayor, all three positions are working with the City Administrator daily, and therefore increase his oversight
responsibilities. This large span of control demands a significant amount of time and leaves little time for completion of
projects, initiatives, or strategic thinking and planning for the City as it evolves from a township to a city.

A Deputy City Administrator has been approved by the Common Council to reduce the span of control for the
Administrator. The position has been posted to begin recruitment.

Detailed Recommendation: Reduction of the City Administrator's span of control will enable focus on strategic priorities
to guide the Cityobs e \statdicyplard Wa reconimend élling thetDepaity Citp Admiaistrator
position approved by the Common Council to reduce and divide the oversight of major functions as outlined above. T hi s
vast number of personnel demands a | ot of time, |l eavingcg
gr owt h Ciotf y .tthiWii ¢ hr e d wlecctti cru pierr vdisrort ynher €3 g oyn Aidlmii Inii sy ,r at or
compl etion of projecdtsr,atienditd agliarersi,n@a.nd future

Structural Change

Eli minating a | arge span of control i s i rmpormoaret etfd etche
and supervision of employees, dedicate more time to inc
potenti al burnout.

A Deputy City Administrator will oversee the following direct reports:
91 Parks, Forestry, and Recreation, Senior Center, Information Technology, Library, FACTv, City Clerk, Assessor
and a Communications Director if added.

The City Administrator would retain the following direct reports:
1 Deputy City Administrator, Finance, Economic Development, Planning and Zoning, Public Works, Building
Inspections, Human Resources and the Executive Assistant.

Notably, the Police and Fire Chiefs and City Attorney report directly to the Mayor but have considerable contact with the
Administrator. Similarly, the Municipal Court staff reports to the Judge but requires oversight from the City Administrator.
This structure would stay as is, with the City Administrator providing the needed oversight and assistance to the Common
Council and the Judge, respectively, with managing these roles.

Best Practice and Benchmarks

Reduction of the City Administrator® span of control will enable the City to focus on the development of a strategic plan
and other strategic initiatives as the City anticipates drastic growth in the coming years. Fitchburg's current structure has
fourteen! reporting to the City Administrator, which is four more direct reports than the average for medium and large
organizations?. The reduction in direct reports will play an important role as the City experiences a dramatic shift in
population and capabilities.

Restructuring will enable the City Administrator to provide leadership, vision, and focus on results by:

1 Monitoring long-term plans and human capital.

1 Planning strategically for organizational development and branding.
1 Using performance metrics to drive continuous improvement.

1 Committing to the highest level of ethical standards.

! Excluding the Fire Chief, Police Chief, and City Attorney
2 SHRM Benchmarking i Human Capital Report i Organization Size: Medium (100 - 499 employees). May 2022.
12
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We reviewed the reporting structure of comparable Wisconsin cities/villages and found that several use an additional
leadership position to organize key reporting lines as an appropriate way to divide functions of their government. The
following cities shared a similar structure with a Deputy or Assistant position:

Menomonee Falls

1 Assistant Village Manager/Acting Public Works Director: two direct reports i Public Works and Utilities
Beloit

1 Deputy City Manager/Acting City Attorney: two directreportsi Ci ty At t orneyés Of fice
Wauwatosa

1 Deputy City Administrator: six direct reports i City Clerk, Human Resources, City Attorney, Information
Technology, City Assessor, and Administration
West Allis
1 Assistant City Administrator/Talent and Strategy Director: five direct reports i Human Resources, Assessor,
Director of Communications, Director of Information and Technology

Our team benchmarked three comparable cities to be used as future aspirations based on population, services, and
organization structure. Wauwatosa, Oshkosh, and West Allis are organizations that have successfully managed growth
and created an organizational oversight solution to help their leaders lead.

Table 21 City Administration Benchmarks

. . Type of Number of

el FOEUlETE Leadership Employees
Wauwatosa 47,752 Council-Manager 15 488.37
Oshkosh 66,607 Council-Manager 12 655.08
West Allis 59,484 Mayor-Council 11 631.88

By broadening oversight of Department Directors, Fitchburg leadership will have more time to focus on larger strategic
projects. The City will continue to experience growth and will need to assess additional FTE changes to important
departments such as Fire, Police and Public Works.

13
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Figure 21 City of Fitchburg Administration Reporting Structure (Future State)

City

ice Chi o
Folice Chief Administrator

Executive Assistant B Dieputy City
Administrator

Leisure & Infiarmation
Commuinity Technology Library Director
Senvices Directar Director

Ecomomic Planning & Public Works Human Building

Finance Director | Development Zaning Besources Inspections

Director

Directar Administrator Manager Manager

Timeline for Implementation: 07 6 Months; Priority: HIGH
Implementation Steps

1. Develop a recruitment plan, in the absence of a robust candidate pool, sourced from the advertisement for the
position. The recruitment plan should consider potential internal candidates. The organization should consider
using an external recruitment firm for national advertisement reach if needed.

2. Review applications received and determine if candidates are qualified for an interview. Determine an interview
panel to assess candidates. Consider any internal applicants for an interview if appropriate.

3. Create a knowledge transfer plan for the City Administrator and department directors to document job duties and
processes. Work performed should be documented as thoroughly as possible. Onboarding for the new position
should include training in all functions where possible.

a. Ifinternal candidates are identified, they should begin cross-training as early as possible.

14
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Recommendation 3: Hire a Communications Director, and create a Communications Department with a
communication strategy

Recommendation: The City should recruit and hire a full-time Communications Director to oversee Citywide

communication efforts, the FACTYV staff and the development of a comprehensive communications strategy

Detailed Observation: The City lacks a centralized communications staff member and function for internal and
external communications and in turn, lacks a formalized Citywide communications strategy.

External communications are being performed by the City Ad mi ni str ator 6s Executive £
Community Media Services Manager and Economic Development Department staff. These positions work together

to informally gather information about City events and projects through leadership meetings, email, and phone
communication, and in-person conversations with other employees. This information is ultimately published through
City social media accounts, press releases, through the Mayor and Council, and other marketing functions.

In addition to Citywide communications, several departments have their own social media accounts (that are kept
updated to varying degrees) and staff members acting as communications leads for their individual departments,
releasing press releases as needed. Decentralized communications and a lack of guidance on publishing information
(including social media use) is a risk to the City.

The City is in the process of creating a Communications and Outreach Workgroup that will meet to implement action
pl ans to address i mmediate issues. The Workgroupo6s i
communications functions: theCi t y Ad mi Bxecstive Asdistant, the FACTv Community Media Services
Manager, and additional staff who share duties in their respective departments’ communications.

Detailed Recommendation: A comprehensive communications strategy for the City will streamline its
communication efforts and create a consistent message across all departments. City departments are involved in
various projects, initiatives, and programs, and it is crucial to standardize all communication efforts to ensure
consistency, clarity, and transparency.

The Director of this Department will oversee the FACTv Department: the Community Media Services Manager,
Community Media Services Assistant Manager, Cable Operations Assistant |, and the part-time Media Producer.
Consolidating all forms of communication under a Communications Department will help to facilitate the creation of a
comprehensive communications strategy by managing all internal and external communications.

The Communications Director will provide City leadership with ample knowledge of best practices for sharing
information with constituents and how to frame topics, so they are comprehensible and require little secondary
explanation. The Communications Director will oversee all communications involving the City including the
development and implementation of a communications strategy and a broad and diverse range of community
engagement and marketing communications.

The objectivesoft he Ci ty6s communications strategy should fol
1. Standardize communication efforts across all City departments to ensure consistency and transparency.
2. Create a clear and concise message that resonates with all residents and stakeholders.
3. Increase community engagement and participation in City initiatives, programs, and services.
4. Establish a robust and reliable communications infrastructure that will enable effective two-way
communication between the City and its residents.

The Communications Director will collaborate with department directors, to develop communications strategies for
pushing initiatives to staff and the community in various print and online platforms such as LinkedIn, Facebook,
newsletters, City webpages and all FACTv publications and communications...This individual will manage public
perception of the City by developing marketing and communication strategies as well as understanding releasing
timely messaging. The Director will be able to rely on the FACTv Manager as another leader of the department for
the continuation of best practices in TV communications and publications and City marketing.
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Primary responsibilities of the Communications Director as well as recommended job description details to identify
the most qualified candidates for consideration are:

Table 37 Communications Director job description

Recommended Qualifications Primary Responsibilities

1 Develop and maintain a cohesive
communications strategy.

Three to five years of experience with a preferred 1 Projecting a positive City image to the public

bachel ords i n Eng]| Jogralism @ro 1 Prepare and manage all communications

equivalent degree) and the ability to work material.

independently. 9 Assist in the creation of a multi-channel
communications strategy.

Experience in Public Relations, including supervisory f Promotes and attends special events and

and comprehensive marketing experience is required. functions, such as City goals and projects;

community service activities; and new hires,
promotions, and retirements.

Recommended Job Description Details

1 Develops and implements a communications strategy for the City that builds and maintains a positive City
brand.

1 Oversees the development and maintenance of the City website including methods to deliver message,
ease of navigation, and clarity of information; ensures that all content is current and relevant.

1 Oversees the development and production of the FACTv division.

1 Acts as City spokesperson and responds to members of the media in a timely manner; composes and
distributes press releases as needed.

1 Assists City leadership, Common Council, and the Mayor in developing presentations, speeches, and
other important City messages.

Upon hiring the Communications Director, the individual should conduct a communications audit of City departments
to determine strengths and weaknesses of its existing communication infrastructure; this should include a review of
communication tools, processes, policies, and messaging. Using the FACTv Manager for this audit will be most
beneficial. Following this, a communications strategy should be outlined and developed in a way that is consistent
and aligned with City objectives.

A comprehensive communication strategy is essential for Fitchburg to achieve its goals, meet the needs of its
residents, and share updates as the City experiences growth. By standardizing its communication efforts across all
departments, the City can ensure consistency, clarity, and transparency in its messaging.

Timeline for Implementation: 07 6 Months; Priority: HIGH

Implementation Steps i can occur concurrently.

1. Develop a recruitment plan for the Communications Director. The recruitment plan should consider potential
internal candidates.

2. Move the FACTv department to report to the Communications Director creating a communications division
under City Administration.

3. Create aknowledget r ansfer plan for the City Administrator
to document current processes. Work performed should be documented as thoroughly as possible.
Onboarding for the new position should include training in all functions where possible.
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4. Develop a Citywide Communications Strategy and review with the City Administrator and Common Council
as appropriate.

Table 41 Total Administration Department FTE Change Summary

Deputy City Administrator +1.0
Communications Director +1.0
Department Net Change

Figure 31 City of Fitchburg Communications Department (Future State)

Communications
Director
(1FTE)

Community Media
Services Manager
(1 FTE)

Community Media
Services Assistant
Manager (1 FTE)

Cable Operations
Assistant (1 FTE)

Media Producer
(525 hrs)
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Human Resources Department

The Human Resources Department coordinates personnel activities for over 250 employees and handles recruitment and
retention, collective bargaining, policy development, legal compliance and reporting, and benefits, compensation and job
classification.

Figure 41 City of Fitchburg Human Resources Department (Current State)

Human Resources Director
(1 FTE)

Human Resources
Generalist
(1PT)

Clerical Float
(1 FTE)

Recommendation 4: Consider additional staff to meet the growing demands of the City

Recommendation: Increase the Human ResourcesDe par t ment 6 s capaci ty retrotmentandt

maintain the high level of service currently delivered by the Department.

Detailed Observation: The Department has a ratio of 2.1 HR FTE per 198 (2023 proposed budgeted FTE) total
employees. This includes a Human Resources Director (1 FTE), a part-time Human Resources Generalist (.8 FTE),
and a floating clerical assistant (.3 FTE) that allots 30% of their time with HR while supporting the various
administrative needs of other all City departments.

Recruitment throughout the City, notably in Police, Public Works, and Fire accounts for a significant amount of time. All
three departments present challenges in attracting applicants. In turn, retention issues amongst these three
departments have created more work for the Department as the City struggles to keep both recent hires and tenured
employees.

Detailed Recommendation: Recruitment and talent acquisition, employee relations, and general human resources
duties were all identified as areas needing additional support. With the lean staffing in the Department, it is difficult to
implement needed changes and enhance internal processes. The Human Resources Director is active in all areas
including, recruiting, benefits, workers compensation, labor relations, job description updates, and other general duties
leaving little time for future planning for the Department.

Structural Change

The Department needs to focus on recruitment and retention, employee development, and additional operational
assistance. Police, Fire and Public Works are the Departments with the most FTE and vacancies. Recruiting positions
with specific job requirements and certifications is difficult in a competitive market. Likewise, employee retention is
difficult when other entities can offer better packages or feel their needs are not being met. The Department being
stretched thin decreases recruitment efforts because time must be spent on other equally important issues. Hiring a
dedicated position for recruitment and employee retention would provide the City capacity to address the large number
of vacancies and recruitments needed, but also afford the Department the opportunity to create a true recruitment and
employee strategy.

The addition of a Talent Acquisition Manager would remove some of those direct recruitment duties from the Director
This position would focus on developing recruitment strategies that help attract and hire candidates through online job
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boards, trade schools, local colleges/universities, and employee referrals. Additionally, they will improve the quality of
hire by identifying and assessing qualified candidates able to make an immediate contribution, and improve retention
rates through better engagement, market research of what other municipalities are doing to retain employees, and
developing rapport throughout the City.

The purpose of a Senior HR Generalist is to provide optimal customer service, human resources expertise, and to
maintain a collaborative and supportive relationship, acting as a valued partner to help directors achieve their
departmental goals. The addition of this position will also create a career ladder, which promotes an environment with

opportunity and growth.

These positions will report to the Human Resources Director and work closely with the department directors to address
internal needs. These responsibilities will include:

Potential New Position Responsibilities

1

1
Talent Acquisition T
Manager

1

1

1
Sr. Human Resources
Generalist |

1

Provide professional expertise and support in the design, development, and
implementation of the talent review process.

Develop and implement creative, proactive, and innovative sourcing strategies
with local colleges, industry organizations, and workforce development
agencies to build a pipeline of qualified candidates.

Ensure that organization-wide talent management initiatives are focused and
aligned on improving retention, operational and program efficiencies, and
continuous performance improvement.

Conduct full life cycle recruitment in sourcing the best talent as well as
maintaining effective programs for retention.

Develop and implement HR policies, processes, and procedures that align with
the Ci t futdresstrategic objectives.

Monitor and administer the employee benefits, including enroliment,
communication, and problem resolution.

Coordinate and execute employee training and development programs that
align with the organization's goals and objective.

Act as a strategic partner to business leaders to provide guidance and support
on HR matters.
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The chart below highlights a proposed future state for the Human Resources Department:
Figure 51 City of Fitchburg Human Resources Department (Future State)
Human Resources

Director
(1 FTE)

Human Resources Talent Acquisition

Clerical Float Senior HR Generalist

(1) (1 FTE) “?;r;?rggr

Generalist
(1PT)

This structural change will increase the HRd e p a r t to®ld-TESSE two, bringing it to 4.1 FTE. While this is above
the average national human resources-to-employee ratio, the City anticipates a 20% growth in the next 10 years and
can use this as an opportunity to get ahead rather than finding itself in a similar situation down the road. The addition of
two staff members will provide the department with more institutional knowledge of best practices and allow the Human
Resources Director to share responsibilities while focusing on larger strategic projects. As City staffing grows, the
Department can assess the need to shift the part-time HR Generalist to a full-time position.

Best practice and benchmarks

Industry benchmarks from the Society for Human Resources (SHRM) recommend a ratio of 2.57 Human Resources
employees on average®. This varies with the size of the organization. For an organization the size of the City of
Fitchburg, the ratio is 3.4 Human Resources employees. While the current FTE count shows the department is less
than one FTE under the recommended ratio, the actual staffing in the department is not a true 2.8 FTE, itis 2.1 FTE.
The FTE clerical position floats between all City departments, spending up to 30% of her time in Human Resources.

Timeline for Implementation: 12 i 18 Months; Priority: HIGH

Implementation Steps
1. Review the current HR Generalist job description incorporate the key points outlined above, skills gaps, and
job duties that need to be shifted from the Human Resources Director.

2. Develop job descriptions for the Talent Acquisition Manager and Senior Human Resources Generalist and
integrate suggested responsibilities.

3. Complete a market study to determine the correct salary and compensation of the positions.

4. Conduct a knowledge transfer plan to incorporate the positions into current recruitment and hiring practices.
5. Market and hire the positions.

Table 571 Total Human Resources Department FTE Change Summary

Talent Acquisition Manager +1.0
Sr. Human Resources Generalist +1.0

Department Net Change

3 SHRM Benchmarking: Human Capital Reports. Organization Sizes 100-499. May 2022.
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Finance Department

The Finance Department is tasked with processing payroll, completing all associated payments for employees and employers, developing the budget and other
required financial documents, overseeing procurement and utility billing. The team also ensures bills incurred are paid efficiently with proper documentation and

the distribution of receipts collected is deposited and recorded appropriately.
Figure 61 City of Fitchburg Finance Department (Current State)

Finance Director (1 FTE)

Accountant (1 FTE) Payroll Specialist (1 FTE)

Accounting Manager (1 FTE)

Account Clerk | (1 FTE) Account Clerk Il (1 FTE) Hlalfiy7 B'”'"I?Téis'sm”t U= Utility Billing LTE (320 hrs) Tax Collection LTE (200 hrs)
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Recommendation 5: Study the staffing of the Finance Department and how staffing supports key
functional areas.

Recommendation: Assess grant and procurement needs throughout the City to understand how much support is

needed.

Detailed Observation: Key processes within the Department that affect all City departments: grants and
procurement do not have dedicated resources, lack support and centralized processes. There is no dedicated
resource at the City to handle grant applications and grant management. Grants are sought out by departments and
managed by departments. Finance becomes involved in grant management when needed for tracking and reporting.
Many departments noted an abundance of grant funding available for desirable projects and department related
duties but lack the time to procure and manage the grants. All City departments are affected, but the issue is largely
focused on Public Works, Planning and Zoning, Parks, Forestry and Recreation, and the Police and Fire
Departments.

Additionally, procurement is decentralized and is completed by individual departments, many of which indicate that
the process is slow and an administrative burden due to their own lean staffing. Department heads are completing all
or most of the procurement tasks if they do not have administrative support.

Detailed Recommendation:

Structural change

The Department should develop a job description for a combination position providing grant support and the
administration needs of procurement. Procurement should remain decentralized, but the administrative tasks of
procurement would be moved to this FTE in the Department. One FTE performing grant support and procurement
administrative support will fill the gap of a dedicated grant resource for the City and create speed in moving
procurement through the required processes. The title of the position should be generalized to reflect the breadth of
duties, a Finance Assistant reporting directly to the Finance Director would be appropriate.

We envision the split/addition of responsibilities between this position as follows:

Table 6 i Finance New Position Proposed Functions

Function/Task Activity

Source grant opportunities for all departments and write

Grant Support proposals for grants in consultation with the department staff.

Act as a central point of contact for moving procurement through
the first level of approvals and approve preliminary documents
and notify departments of missing documents or steps to create

Procurement Support efficiencies in the approval process. Assist the department
heads performing procurement with their initial procurement
tasks to alleviate some of the administrative burden including
resolution writing, bid posting and compiling bid tabs.

22



City of Fitchburg, Wisconsin
Operational and Organizational Review

RECOMMENDATIONS

Timeline for Implementation: 127 18 Months; Priority: HIGH

Implementation Steps
1. Conduct a review of all grant and procurement needs and gaps throughout the City.
2. Develop a job description for the new Finance position using the outlined functions and tasks.
3. Market and hire for the position.

Recommendation 6: Budgeting Efficiency and Optimization needs appropriate support

Recommendation: Recruit and hire a dedicated Budget Analyst to perform budgeting functions for all City

departments and evaluate the budget process with the Mayor and Council for potential improvement.

Detailed Observation: The Accounting Manager compiles information and composes budget documents for utility
budgets (water, sewer, and stormwater) only. The department does not have a dedicated resource to review all
budget documents for all departments, to ensure documents are provided timely, in the correct format, to assist the
Director in creating and maintaining templates for budget processes, and to provide general budgetary assistance in
preparing the budget each budget cycle.

Detailed Recommendation:

Structural change

Add a Budget Analyst reporting directly to the Finance Director. The Analyst would provide additional support to the
Accounting Manager as well aSmanaging the budgeting documents and information from each department. Much of
the work is currently performed in Microsoft Excel and a review of templates could be useful to create efficiencies. As
the City continues to onboard new modules in the OpenGov system, the Budget Analyst would act as a critical point
of contact in the implementation of Finance and budgeting modules if the City chooses to move forward with those
implementations.

Alleviating some of the oversight and more administrative budgeting tasks from the Finance Director would allow her
to look to some improvement of the budgeting process with Council and work with the Council and City leadership to
recommend changes.

Best practice and benchmarks

The median benchmark for managing General Ledger (GL) accounts is 55.5 accounts per FTE. The City has over
100 General Fund account numbers in the GL, with most of the budgeting work being performed by the Finance
Director. Using this general benchmark, the Finance Department is light on budgeting staff as the Finance Director is
spending her time on many other duties outside of the budget.

Timeline for Implementation: 127 18 Months; Priority: HIGH

Implementation Steps
1. Develop a job description for the Budget Analyst incorporating specific budget tasks that will create the most
efficiencies for the budget process.
2. Market and hire for the position.
3. Review opportunities to make improvements to the budget process with Council.
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Table 71 Finance Department FTE Change Summary

Finance Assistant

Budget Analyst 1.0
Department Net Change
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Figure 7 1 City of Fitchburg Finance Department (Future State)

Finance Director (1 FTE)
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Payroll Specialist (1 FTE)

Accountant (1 FTE)

Budget Analyst (1 FTE)

Finance Assistant (1 FTE)

Account Clerk | (1 FTE)

Account Clerk Il (1 FTE)

Utility Billing Assistant (0.5
FTE)
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Information Technology Department

The Cityés Information Technol ogy De p arsoftwareadnd syssemgfar alleCityrdepdrtmbnys ineludibyi pubbcsafetyr Thea n d
Department also provides customer service for internal departments. Externally, the Director is responsible for the administration functions of the Multijurisdictional
Public Safety Information System (MPSIS) consortium which supports law enforcement technology for the Madison area (Fitchburg, Sun Prairie, Middleton,

Monona, and Verona). A full-time data analyst in the Department supports this function.

Figure 81 City of Fitchburg Human Information Technology Department (Current State)

IT Director (1 FTE)

Applications and MPSIS Law
Systems Enforcement Data
Administrator (1 FTE) Analyst (1 FTE)

GIS Coordinator (1
FTE)

Network
Administrator (1 FTE)

IT Specialist (2 FTE)
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Recommendation 7: Assess and adjust existing and potential technology solutions

Recommendation: Assess current technologies (software, systems, and hardware) to determine where there are

insufficiencies or duplications of effort and adjust to more efficient solutions, as well as assess where there is not
technology in place, and where a technology solution could create efficiencies or reduce the possibility of errors.
Detailed Observation: The City has multiple technology solutions in place, some of which are insufficient for their
intended process and others which duplicate functionalities with other technologies in place. In other situations, there
is not a technological solution where there could be one.

Regarding insufficient technologies, Paylocity, in use for payroll, is insufficient for government use and necessitates
that Payroll staff manually calculate Police pay prior to entry. Additionally, several staff members reported being told
that the online Court payment system is difficult for customers to use.

Regarding duplicative technologies, the most common example provided was several scheduling and payroll
software programs in use across the City.

Finally, in some instances, the City lacks a technological solution that could streamline a process, create efficiencies,
or reduce the chance for errors. One common example is that staff desired a phone tree to help direct incoming calls.

Shortly before Baker Tilly conducted staff interviews, the City began implementing OpenGov, specifically to
streamline permitting and licensing processes, with plans to slowly roll it out to other departments within the City.

Detailed Recommendation: The City should identify the technologies and systems currently in use by City staff and
evaluate where there may be insufficiencies, duplications, or gaps. Replacing insufficient software with software that
better fits the Cit fesdlessdimeldsingwnanudl pracdsdesy iwdusettha ¢héncetoberrors
that accompanies manual processes, and will free up staff time for other things. Consolidating technology needs
where there are duplications may help break down silos in the City, may streamline processes, and may save the
City money. Finally, adding a technology solution where there is currently a gap, such as activating the after-hours
phone tree for incoming calls during day-time office hours can reduce manual tasks, free up staff time, reducing the
chance of errors, and offer improved customer service. While the City should explore an integrated technology
solution that will best fit its needs, optimizing, and expanding the functionality of OpenGov beyond its initial
specification may be a prudent choice depending on needs. The City may choose to identify insufficient, duplicative,
or gaps in technology and systems informally or may choose to conduct a formal Technology Assessment either
internally or with an external consultant.

Timeline for Implementation: 127 18 Months; Priority:

Implementation Steps i can occur concurrently.
1. ldentify technol ogies and systems that are insuff
better s uneedsorhirel andimplgntest a different solution.
2. Identify technologies and systems that are duplicative (two or more that serve the same purpose) and
consolidate into one technology or system, training staff as appropriate.
3. Determine where there are gaps that technology could fill, such as by adding a phone tree for incoming calls
to the City and find and implement a solution.
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Public Works Department and Parks, Forestry and Recreation Departments

Public Works oversees a multitude of capital projects throughout the City including transportation projects, streets and
street maintenance, water, sewer, and stormwater. The Department also maintains the Parks operated by the Parks,
Forestry and Recreation Department. The Department provides snowplowing services throughout the City including
clearing the bike trails and oversees all the refuse and sanitation contracts.

Parks, Forestry and Recreation exists to create an ideal system of parks, open spaces, trails, and other natural areas with
high quality recreational opportunities that will enhance the quality of life for all ages and interests and promote a strong
sense of community. The City provides residents with about 730 acres of parkland, open spaces, and trails in 95 different
areas that include parks, athletic fields and courts, natural areas, greenways, stormwater facilities and a community
center.
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Figure 91 City of Fitchburg Public Works Department (Current State)

Public Works Director/|
City Engineer (1 FTE)

Building and Grounds
Maintenance
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Assistant (1 FTE)
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Transportation Intern
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FTE)
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Maintenance Worker
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Utility Supervisor (1
FTE)
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Public Works
Leadworker — Streets
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Public Works
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Figure 101 City of Fitchburg Parks, Forestry and Recreation Department (Current State)
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Recommendation 8: Improve Public Works recruitment strategies.

Recommendation: The City should strategize on how to improve its recruiting process for all Public Works positions,

but especially Civil Engineers.

Detailed Observation: Public works has experienced a significant amount of leadership and staff turnover as well as
continuously vacant positions in several divisions. For example, certain Engineering positions receive few to no qualified
applicants, leaving them vacant for long stretches of time.

Existing staff feel positively about the recent promotion of a veteran Public Works staff member to the Assistant Public
Works Director role. This will both reduce the span of control for the Director of Public Works and will bring institutional
knowledge into department leadership, both of which will reflect well on the department to potential applicants and those
in the interview process.

Detailed Recommendation: The City should first review the job description, job responsibilities, experience
requirements, and pay range for any positions that remain vacant for long stretches of time to ensure that they are
competitive. The City may also consider adding hiring incentives or referral bonuses such as those implemented for the
Police Department, particularly if they are effective.

Next, the City should review its existing recruiting methods and consider enhancing them; this will be more manageable
with additional capacity in the Human Resources Department. Things to review may include how quickly the City
reaches out after a candidate applies and how long the hiring process takes overall. The City can ask recent hires about
the process and where they would have appreciated improvements.

To enhance recruiting methods, the City should ensure that it is posting the job on popular online job boards,
professional organization job boards, and even places such as social media. Additionally, the City should be reaching
out to universities with an engineering program and perhaps do more personalized recruiting, such as spending some
time on the campus to meet with students or starting an internship program with the intention of a full-time job resulting.
Finally, the City should encourage current employees across the City to spread the word about the open positions.

Best practice and benchmarks

There may be a high demand for civil engineers compared to the supply. The Bureau of Labor Statistics has projected a
need for about 25,000 civil engineers to enter the field each year from 2022 to 2032 to replace workers exiting the
profession?; there may be an even higher need; however, to account for investment resulting from the Infrastructure
Investment and Jobs Act. According to the American Society of Civil Engineers (ASCE) Research Institute, the I1JA is
expected to add more than 82,000 full and part time jobs in engineering, public works, and design services between
2022 and 20275.

When the City does receive a qualified applicant, it needs to move quickly. According to the Harvard Business Review,
the hiring process, which typically involves several rounds of interviews, takes companies an average of 43 days. Up to
62% of candidates, however, begin to lose interest if they have not heard back about the position within two weeks of an
initial interview®. Best practice in this scenario is to keep in communication with candidates, especially if they are
qualified, and have an efficient hiring process.

Timeline for Implementation: 07 6 Months; Priority: HIGH
Implementation Steps i can occur concurrently

4 Reid, R. L. (2023, May 1). Why US civil engineering firms face a labor shortage. ASCE American Society of Civil
Engineers. https://www.asce.org/publications-and-news/civil-engineering-source/civil-engineering-
magazine/issues/magazine-issue/article/2023/05/why-us-civil-engineering-firms-face-a-labor-shortage

5> APWA. (2022, August 1). Three National Groups Announce Partnership to Highlight Innovative Engineering, Public
Works Projects. APWA. https://www.apwa.net/MYAPWA/Inside APWA.aspx?articleld=8110

6 Chambers, B. (2022, June 2). Is Your Hiring Process Costing You Talent?. Harvard Business Review.
https://hbr.org/2022/06/is-your-hiring-process-costing-you-talent
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1. Review job descriptions, job responsibilities, experience requirements, and pay ranges for any positions that
remain vacant for long periods of time or have frequent turnover in staff.

2. Review hiring process to ensure it is not overly lengthy.

3. Begin implementing more active outreach about vacant positions.

Recommendation 9: Move Parks and Forestry functions and staff into the Public Works Department

The City provides residents with about 730 acres of parkland, open spaces, and trails in 95 different areas that include
parks, athletic fields and courts, natural areas, greenways, stormwater facilities and a community center.

Recommendation: Functions of Parks and Forestry rely heavily on resources within the Public Works Department.
Realigning departments and shifting Parks and Forestry reporting lines to Public Works will create efficiencies in both

structure and the division and delivery of work.

Detailed Observation: The Parks, Forestry and Recreation department does not contain any Parks maintenance
functions and relies on resources within the Public Works Department. Parks and Forestry requests are reliant on
approvals from the Public Works Department, despite working in different locations.

This structure creates inefficiencies and management issues between the two departments. While budgeting for Parks
and Forestry functions are included within the Parks, Forestry and Recreation budget, Park maintenance is also
operated through Public Works.

Detailed Recommendation: Remove Parks and Forestry from its current place in the Parks, Forestry and Recreation
Department to create clear reporting lines and streamline communication between the Public Works Department and
Parks staff.

Forestry works closely with Public Works and Maintenance to administer EAB treatment, pruning, and planting of new
and existing 10,000+ public trees, help with prairie burns, and cleaning medians. Moving Forestry to Public Works will
allow staff to form a cohesive unit that can improve internal operations by being easily accessible, spearhead deferred
and infrastructure maintenance, and resolve future problems with aging park and green space infrastructure.

Likewise, Parks staff are inspecting and repairing equipment, maintaining park and open space grounds, and assisting
with the beautification of the City. Baker Ti |l |l yds understanding of parksando u:
Forestry operated under the Public Works Department with the retirement of the former Parks Supervisor. Different
licensing, skills and competencies for Parks and Forestry along with existing skills of Public Works will increase
institutional knowledge of the Public Works Department.

Structural change

Removing Parks and Forestry from Recreation wi | | be a seamless transition. Th
current Parks, Forestry and Recreation Department, could be presented an opportunity of keeping their current position
with a reclassified title of Parks Manager who reports directly to the Director of Public Works and oversees the current
Parks Supervisor in Public Works. The Urban Forester/Naturalist (1-PT) and Urban Forestry/Naturalist Assistant (LTE
480 hours) will transfer to the Public Works Department and continue to report to the newly defined Parks Manager
position.

31



City of Fitchburg, Wisconsin
Operational and Organizational Review

RECOMMENDATIONS

Best practice and benchmarks
Below are local municipalities with Parks and Forestry departments combined with Public Works. These department
share a desire to design, build, maintain, protect, and improve city parks, infrastructure, facilities and public spaces.

Table 8 Public Works and Parks and Forestry functions benchmarking

City/Town/Village Population Combined Parks and Forestry

Beloit 36,609 Yes, Under Public Works
Oak Creek 36,260 Yes, Under Public Works
West Allis 59,484 Forestry and Grounds under Public Works

Timeline for Implementation: 127 18 Months; Priority: HIGH
Implementation Steps

1. Develop a recruitment plan for the new Parks Manager position in Public Works. The recruitment plan should
consider potential internal candidates.

2. Develop job description for the Parks Manager and integrate suggested responsibilities above.

3. Complete a market study to determine the correct salary and compensation of the Parks Manager.

4. Market and hire the Parks Manager.

Table 97 Public Works Department FTE Change Summary

Change in FTE

Parks Manager, option of reclassifying from Parks +1.0
Director

Urban Forestry/Naturalist +0.8
Urban Forestry/Naturalist Assistant (LTE 480 hours) +0.2

Department Net Change
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Figure 11 - City of Fitchburg Public Works Department (Future State)
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Leisure & Community Services Department

The Fitchburg Senior Center exists to advance healthy aging to all members of the community through diverse social, recreational, and volunteer opportunities and
supportive services. This team strives to become a recognized leader in building connections and reimagining aging while empowering those they serve to be their

best self.
Figure 121 City of Fitchburg Senior Center Department (Current State)

Senior Center Director (1
FTE)

. . Volunteer Coordinator/
Social Worker/ Case o2l Worlfer (0'5. I Office Assistant (1 FTE) Nutrition Site Manager (1 LTE Instructors (625 hrs)
Manager (2 FTE) shared with Police) FTE)

Assistant Director (1 FTE)
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Recommendation 10: Create a Leisure & Community Services Department with functions of Recreation
and the Senior Center

Recommendation: Combine Senior Center and Recreation services under a new Leisure & Community Services

Department to better allocate shared resources while increasing community-based enrichment and recreational
activities.

Detailed Observation: The Senior Center and current recreation staff of the Parks, Forestry and Recreation
Department operate out of the Fitchburg Community Center and share meeting rooms, programming areas, and
administrative staff space. A shared concern of customer service was brought forth by both departments due to the
departments being divided between two floors.

From the outside perspective of the resident, the Community Center and Senior Center are one in the same i they are
in the same building and provide similar services, targeting different groups of residents. The Senior Center uniquely
provides social work services for older adults which is unique to Dane County.

Both departments use the same rooms for activities but do not use the same systems for room reservations. A shared
outlook calendar does not always have the most up to date information and any rooms needed outside of normal hours
require permission, therefore leading to rooms/spaces being double-booked. The Recreation staff use Active Net
software in addition to the Outlook calendar. The Senior Center is not relying on software outside of the Outlook
calendar, and comprehensive Microsoft Access databases and Microsoft Excel.

The Cityds anticipated growth makes for an appropriat:
departments and the leadership of both groups. The Department could transition the Parks Director role to a Parks
Manager reporting directly to the Director of Public Works and hire a Leisure & Community Services Director to

oversee recreational and senior services. This would also be an appropriate time to review technology uses and look

for efficiencies in the use of one system.

Detailed Recommendation: Functions of the current division of Recreation and Senior Center overlap by offering a
range of social services, enrichment and recreational activities, and special events for youth, adults, and seniors. The
two departments serve a common mission of connecting and engaging community members by offering nurturing
environments, varied programs and experiences, and opportunities to live, play and grow freely.

Combining these services and creating a Leisure & Community Services Department will create a cohesive unit and
utilize resources more efficiently. Under Leisure & Community Services, both departments can continue offering
existing services while working collaboratively to develop innovative programming and services. Both departments will
maintain a front desk presence in the entry of Community Center by using the Senior Center Office Assistant and
Recreation LTE Office Assistant and LTE Program Coordinator. This will ensure knowledge sharing amongst peers
and provide walk-ins and activity participants direct assistance upon entering the facility.

Recreation and Senior Center registration should be consolidated into one system to maintain one database containing
programming information, room rentals, registration numbers, household contact information, payments, and historical
data. Doing so allows staff from each division to view and answer questions regarding different services while creating
a better customer experience.

Structural change

We recommend reclassifying the Senior Center Director position to Leisure & Community Services Director where they
will oversee the Community Center/Recreation Manager and Senior Center Manager following the transition of Parks
and Foresty to the Public Works Department. The Community Center/Recreation Manager and Senior Center Manager
will continue overseeing their staff and will work collaboratively to operate and staff the Community Center.

Combining functions of the Recreation and Senior Center will help streamline registrations, programming room usage,
rentals, and create an atmosphere that works collaboratively to offer the community quality programming. Bi-weekly
meeting amongst programming staff will be beneficial in generating new ideas
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Figure 131 City of Fitchburg Leisure & Community Services Department (Future State)

Leisure & Community
Services Director
(1 FTE)

Recreation Manager Senior Center
(1 FTE) Manager (1 FTE)

Cﬂmn".,u,r‘“..t.."r Eentt.%rf LTE Program LTE Sports Officials LTE Tennis Instructor Soaiil s Inssiis)
Recreation

o e (] Assistant Director (1 Social Worker/ Case
- - I e e} BAS b Building Attendant (2 " e [

- N - L 249 hrs andge
Coordinator (1 FTE) Coordinator (600 hrs) (625 hrs) {849 hrs) FTE) FTE) Manager (2 FTE)

LTE Office Assistant LTE Program Assistant

Social Worker (0.5
(465 hrs) 1677 hrs)

FTE, shared with Office Assistant (1
: FTE)
Police)

Volunteer
LTE Building

Coordinator/ LTE Instructors (625
Attendant (311 hrs) Mutrition Site hrs)
Manager (1 FTE)

36



City of Fitchburg, Wisconsin
Operational and Organizational Review

RECOMMENDATIONS

Best practice and benchmarks

The seasonal activity guides will promote both recreational, senior services and social work information. This puts
enrichment and recreational activities in one place for community members to view. To increase registration numbers,
it is best practice to distribute mailers throughout the community. While this incurs a cost, the benefit of promoting
activities to a larger audience will help shape new and existing programming.

Timeline for Implementation: 127 18 Months; Priority: HIGH

Develop a new job description for the Leisure & Community Services Director.

Complete a market study to determine the correct salary and compensation of the position.

Conduct a knowledge transfer plan to incorporate the position into current recruitment and hiring practices.
Market and hire the position.

Consolidate all registration processes and use one system to streamline services and improve customer
experience.

Create a Leisure & Community Services Department to combine resources and further develop innovative
programming.

7. Transition to a new department structure by having a Leisure & Community Services Director oversee both the
Community Center/Recreation Manager and Senior Center Manager.

Cog> @8 =

&2

Recommendation 11: Healthy Neighborhood Initiative supervision and prioritization

Recommendation: Restructure the Healthy Neighborhood Initiative program oversight from Planning and Zoning to

Recreation and Senior Center staff to better align program initiatives with areas of service and expertise.

Detailed Observation: The Healthy Neighborhoods Initiative (HNI) program sits in the Planning and Zoning
Department and is managed by the Director and the Community Development Planner. It has been a priority of the
Common Council. A recent strategic plan exists for the program, adopted by the Common Council and included the
proposed HUB Community building, and a proposed Teen Center on Verona Road. The plan was developed by City
staff with assistance from the University of Wisconsin.

The HNI program delivers grant funding to organizations serving the City and therefore requires a lot of oversight for
the selection of those programs and the ongoing monitoring of the grant funding. Neighborhood navigator hours
funded through a County contract also require hiring and supervision of staff and oversight from the Department. The
HNI Advisory Committee provides oversight and guidance for the overall program as well, but this too requires staff
time in the Planning and Zoning Department.

Detailed Recommendation: The HNI program should be moved from the Planning and Zoning Department to the
current Parks, Forestry and Recreation Department. Parks, Forestry and Recreation and Senior Center Directors
were two of the six employees that created the HNI workgroup’ and have knowledge of the 5-year pilot program, its
background, and goals.

HNI action items align with services that the Senior Center may be better fitted to help with than the Planning and
Zoning Department, while Social Workers customarily deal with senior citizens and those in-need of care, they will be
able to draw from past experiences to provide knowledge on heathy lifestyles and landscapes, transportation,
housing, and care.

Recreation focuses on enrichment and recreational opportunities for all community members and would be a future
contributortothe Ci t y6s neighborhood/ community hub and possil
places and more opportunities for community members they can broaden their scope of youth programming to

include workforce development, food security and community building by partnering with community partners and
residents.

7 HNI-Strategic-Plan---ADOPTED (fitchburgwi.gov)
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Recreation and Senior Center staff can divide responsibilities and form an internal committee that meets bi-weekly to
assess next steps, current needs, and program opportunities.

Timeline for Implementation: 12 i 18 Months; Priority: HIGH

Table 101 Leisure & Community Services Department FTE Change Summary

Parks Director, option of reclassifying to Community

Services Director or transitioning to Parks Manager in -1.0
Public Works

Leisure & Community Services Director +1.0
Urban Forestry/Naturalist -0.8
Urban Forestry/Naturalist Assistant (LTE 480 hours) -0.2

Emerging Priorities

The City has several priorities that will need to be prioritized in the coming years. Baker Tilly recommends aligning
resources and funding to invest in these strategic priorities as City leadership plans for the future and accommodating the
needs of its residents. The following recommendations speak to these emerging priorities:

Organization-Wide

Recommendation 12: Develop a Citywide strategic plan

Recommendation: Work with Common Council to develop a Citywide strategic plan serving as a guiding document

as the City continues to evolve from a small farming community to a larger, more urban city, while it promotes
development, builds community assets to meet growing needs, and creates connections.

Detailed Observation: The City does not have a strategic plan. Other guiding documents exist in the forms of
department annual reports, the Healthy Neighborhoods Initiative Strategic Plan, the Comprehensive Plan, Forward
Fitchburg City in Motion Economic Development Strategic Plan and the Fitchburg Housing Plan. Both staff and elected
officials expressed a desire to create a comprehensive citywide strategic plan to guide the Ci t y 0-®-day apgrations
and future goals and initiatives. A strategic plan will also be a useful tool as the staff and community continue the
transition from a town to a city and continue to adjust to the ongoing growth in population and new businesses.

Staff have made preliminary plans to begin the development of the Strategic Plan. The ARPA/TID Closure Investment
Plan was approved this spring with funds dedicated to the development of a Citywide Strategic Plan. The funds
allocated for the developmentof t he Pl an could include the use of a c¢
development.

Detailed Recommendation:

City leadership should create a Strategic Plan committee with representation from all City departments to start the
initial strategic planning development process. The committee will work collaboratively, along with a chosen consultant,
if desired, to develop a framework that guides the activities of Fitchburg toward the achievement of a community-wide
vision.

Preparing for strategic plan development should include:

8 This chart does not include Senior Center staff. 7 FTE and LTE Instructors (625 hours) will operate under Community
Services.
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1. Outl i ne t he magramspand resousceasjandnwvhere supportis needed for execution.
a. Note internal processes that are working well and those that are not, and pinpoint what may be
causing problems, creating bottle necks and how improvements could be made.
2. Determine short and long-term Citywide and department goals and objectives.
3. Include financial plans and projections on how to achieve goals and allocate resources accordingly.
a. Create a timeline, milestones, and performance metrics to help track status of goals.

A strategic plan is a tool for City leaders, elected officials, and Fitchburg residents for the effective and efficient delivery
of services in your community. Theplanwi | | assi st el ected of fi ci Whysrewsadbihg t
this20, whil e being a vi s providingfaguide forthedgeting nem vesourtey or eeallatating

existing ones.

Successful strategic plans, along with planned updates at regular intervals, allow the elected body, in consultation with
City leadership, to lay out strategic goals and objectives for the future of the City. They also provide a framework for
execution of the agreed upon goals and objectives.

Timeline for Implementation: 12 i 18 Months; Priority: HIGH

Implementation Steps:

1. Months 171 2. Conduct a SWOT analysis: Assess the strengths, weaknesses, opportunities, and threats of the
City. This will help in identifying the areas that need improvement or focused attention.

2. Months 371 4. Participate in public engagement opportunities: Invite representatives from business districts and
schools, participate in focus groups during local events, and invite residents to attend committee meetings
and/or submit ideas for the future of the City.

3. Months 5. Define the mission and vision: Develop a clear vision and mission statement that outlines the goals
and objectives that the City hopes to achieve. A clear vision will help in aligning the strategies to the overall
mission of the City.

4. Month 6. Identify goals and objectives: Based on the SWOT analysis and the mission, develop specific and
measurable goals and objectives that can guide the planning process

Recommendation 13: Create more access for residents to City services

Recommendation: Review the options available to provide additional public transit options to provide more access

to all City facilities and services.

Detailed Observation: Most City facilities are in an area of Fitchburg that is not easily accessible for residents who
do not own their own vehicle. Public transportation in Fitchburg does not accommodate many regions of the City,
preventing access to places like City Hall, the Library, Senior Center and Community Center. Some transportation is
provided to seniors for small windows of time during the lunch hour, but the transportation needs are so large, that
many seniors find themselves on the bus service for extended periods of time leaving little time to spend at the
Center.

The Library conducts outreach which increases in the summer months due to the operation of pop-up libraries in
parks throughout the City. However, access to the City library and parks in general is not always feasible for all
residents due to the lack of City public transit. A HUB Community Center in preliminary planning phases would solve
some access issues but needs to be adequately staffed and supported by the City.

The recent annexation of the Town of Madison further complicates transportation needs as well as the continued
growth and development of more rural areas of Fitchburg.

Detailed Recommendation: An analysis of where the biggest gaps in access in the City is needed to understand
how the City can begin to plan to fill those gaps. When all gaps are thoroughly understood, the City should first look
to any existing partnerships and available funding to provide additional transportation options to alleviate budget
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concerns. The additional position recommended in Finance to be dedicated to grant procurement would assist in
seeking out available funding for public transit options.

Timeline for Implementation: 12 7 18 Months; Priority: HIGH

Implementation Steps:
1. Analyze the public transit 6desertsd that exist t

2. Source partnership and grant opportunities for public transit options.
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Police Department

The Police Department has 55 authorized sworn staff, 12 civilian employees, 5 part-time on-call civilian personnel and 1 shared data analyst providing 24-hour
police protection and services to the City. Members of the Department are dedicated to making the Fitchburg community the best it can be and maintaining an
active community partnership with the residents and businesses of the City.

Figure 141 City of Fitchburg Police Department (Current State)

Chief of Police (1 FTE)

Administrative
Services Manager (1 Deputy Police Chief
FTE)

Police Records Clerk Police Lieutenant (2
(4 FTE) FTE)

Police
Telecommunicator (4
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officer assignment)

Civilian Service
Employee (2 FTE)

Court Liaison (1 FTE) Sergeant (9 FTE)

Police Officer (36
patrol assignment + 1
detective bureau
assignment)
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Recommendation 14: Improve Police Department recruiting processes

Recommendation: The City should strategize on how to improve its recruiting process for Police Officers and

Dispatch Center staff and work to build a pipeline of qualified candidates.

Detailed Observation:

The Police Department is facing a high rate of officer vacancies due to high turnover of both newer and veteran
Police Officers. This leads to a high rate of overtime use, fewer officers on duty at a time, a shallow talent pipeline,
and a loss of institutional knowledge.

At the time of staff interviews, the Police Department had eleven patrol officer vacancies with the potential for more
to come. The Department has seen difficulty retaining both newer officers and veteran officers, leading to a smaller
number of officers available for duty. One reason that veteran officers are leaving is the recent hiring campaign by
Dane County that offers a higher salary than the City can match. This exodus of veteran Police Officers specifically
has led to a younger and less experienced police force.

In addition to a shortage of Police Officers, the Dispatch Center regularly cannot fill shifts, which then necessitates
Patrol Officers to fill the absences. This further exacerbates patrolling schedules, creates an increased need for
overtime, and risks burnout of Patrol Officers.

The City has taken several actions to help with Police Officer recruitment and retention. These actions include:
1 Updating its Lateral Transfer Program so it may hire other law enforcement officers at levels of pay, vacation,
and sick leave that recognize their prior law enforcement years of service.
1 Approval of the overtime MOU which clarified and codified that employees earn overtime based on all hours
paid and not hours worked for the day.
1 The addition of a new bilingual incentive pay.
The addition of Juneteenth as a new City holiday
1 The addition of an Employee Referral Bonus program that awards employees that refer entry-level Police
Officers and lateral Officers ($3,000 and $5,000, respectively) if the referred candidate is hired.

=

Detailed Recommendation: The International Association of Chiefs of Police has published a Best Practices Guide
for the Recruitment, Retention, and Turnover of Law Enforcement Personnel. This guide includes both high level and
more practical recommendations.

To have a comprehensive recruitment and retention strategy, the City must first have three things in place:
1. Clear knowledge of how many and what kind of policing staff are needed,
2. Defined core values of the Police Department
3. Anemployer brand thathelpsc o mmuni cate what it might be |i ke t«
Department.

Additionally, the City should formally assign the recruiting function as a responsibility to some of the top officers in
the Department; those with excellent interpersonal skills should especially be pursued for these roles. This need not
be a full-time responsibility, but it should be seen as a development opportunity, a step toward leadership, and it
should be a desirable position. Once these individuals are chosen, they should be trained in recruitment methods;
this training may need to come from external organizations.

The guide recommends several more practical recruitment techniques, several of which the City already has in
place. They are as follows®:
1 Implementing an Employee Referral System i the City recently implemented an Employee Referral
Bonus. The International Association of Chiefs of Police lists this as the most effective recruitment technique

9 Orrick, W. D. (2018). Best Practices Guide: Recruitment, Retention, and Turnover of Law Enforcement Personnel .
International Association of Chiefs of Police. https://www.theiacp.org/sites/default/files/2018-08/BP-
RecruitmentRetentionandTurnover.pdf
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available, so the City should keep it in place, even if it does not yield immediate returns. To ensure its
effectiveness, the City should make sure that there is a system in place to track referrals.

1 Internet i The City should ensure that it is using the internet to its advantage when recruiting for Police
Officers. The current page on the City of Fitchburg website is a good way for potential applicants to have
access to information at any time. From here, the City should increase its use of social media for recruitment.
In general, social media is also an excellent tool to maintain a positive image of policing in the City and show
off the positive interactions that the department has with the community. These efforts should be coordinated
with any Communications Plan that the City develops.

1 News Mediai The City should work with local news, especial digital format news, to publish neutral to
positive stories about the Citybds Police Officer
things that the department has done for the community as well as offer details about career opportunities.

1 Former Officers i The City should do outreach to previously high performing officers that worked for the
City of Fitchburg but Il eft to try to t urhavelefhtee®@iyi n
but who return.

I Attracting Female Candidates i Female Police Officers tend to bring unique experiences and qualities to
departments, which thus broadens the experience of the department. The Association is careful to say that
departments should not lower legitimate hiring standards to attract more women; it more so recognizes that
this pool may still contain potential to improve recruitment rates.

9 Viral Recruitmenti Thi s recruitment tacti c atitngefi@tslsy askiog mu | f
potential candidates to identify other potential candidates in their own personal and professional networks,
thus expanding the Cityés reach to two or more pe

9 Career Fairs i While attending career fairs (such as law enforcement, military, college, and public fairs) may
offer only limited success, it will put the department into direct contact with those who intend to make a
career change. Public career fairs especially may be a good place to find candidates for the Dispatch Center.

1 Religious and Cultural Organizations i This is another area in which the City has been making efforts,
such as the department involvement with the group Amigos en Azul and local agricultural groups. These
efforts should be valued and continued not only to improve recruitment efforts, particularly with diverse
groups, but to improve the relationship of the department with the community.

1 Youth Apprentice Program i These programs allow local high school students who are interested in law
enforcement to get a preview of the profession. These programs can take the form of summer camps, Police
Explorer programs, community service positions, and internships and are a way to form a long-term talent
pipeline of officers with existing local knowledge. Additionally, as with several of the methods mentioned
above, they also have the potential to improve the relationship between the department and the community.

Finally, an additional option targeted at retention specifically is for the City to consider offering a retention bonus or
sabbatical; for example, for every five years an officer stays on staff, they receive a bonus or a several week paid
time off period in addition to their annual allotment.

Best practice and benchmarks

In 2022, the City employed only 1.63 sworn officers per 1,000 residents. The nationwide average is 2.1 sworn
officers per 1,000 residents. According to a survey conducted by the Police Executive Research Forum, respondents
saw sworn resignations increase by 47% between 2019 and 2022 and sworn retirements increase 19% between
2019 and 2022, peaking in 2021. The total number of sworn officers decreased 4.8% between the end of 2019 and
the end of 2022. Hiring of sworn officers, however, increased 5.6% between 2019 and 20221,

Timeline for Implementation: 07 6 Months; Priority: HIGH
Implementation Steps
1. Create a recruitment plan with Human Resources and prioritize the most immediate steps that will
create an impact.
2. Develop a strategy to implement over time and continue to adjust as appropriate.

10 Police Executive Research Forum. (2023, April 1). New PERF survey shows police agencies are losing officers faster
than they can hire new ones. Police Executive Research Forum. https://www.policeforum.org/staffing2023
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Recommendation 15: Review the command structure of the Police Department.

Recommendation: Evaluate the reporting lines of the Police Department for efficiency and workload of current

leadership.

Detailed Observation: The leadership of the Police Department is governed by a Chief, Deputy and two Lieutenants.
An Administrative Services Manager oversees the recor.
decision-making, administrative tasks, and hinders the ability of the Chief to be forward-thinking and strategic.

The Department has done significant work forecasting staffing needs through 2028 at all levels of the department
considering the growth and needs of the City for the future. There are mid-level leadership positions proposed in that
document as well as the reclassification of positions.

Detailed Recommendation:

Structural change

City leadership as well as Department leadership should look to restructure the top levels of the department by
reclassifying the two current Lieutenants to Captains and adding two Lieutenants to report to those Captains with
administrative functions and civilian positions under one Captain and Lieutenant, and patrol officers, detectives,
sergeants and police dispatch under the other Captain.

In addition, the Department should refer to its internal staffing analysis projections for 2024 (attached as Appendix A)
for other appropriate increases in officer level staffing. The Department should continue to refine this analysis for future
years and use it as a working document for open conversations with the City Administrator and Council on the needs of
the Department.

The benchmarks outlined below illustrate a similar structure replicated throughout Wisconsin communities.
Benchmarking, however, is only one data point and the City will need to adjust its staffing needs as it develops the
strategic plan and determines priorities and assigns those priorities timelines and appropriate resources. The high
turnover rate experienced in the department, the priority of public safety for the community, and growing transient
population will inform potential additions to Police command structure and if those additions are prioritized. If
determined as a priority, the City should use the internal staffing analysis projection document as a guide to place
desired staffing in the appropriate timeframes and determine the needed funding for that staffing increase.
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Figure 1571 City of Fitchburg Police Department (Future State)
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Best practice and benchmarks
Peer benchmarking from Wisconsin municipalities shows this structure of an Operations and Administration split is
common. In many cities/villages, support services are known as administration:

Table 111 Police Department benchmarking

City/Village Reporting Structure

Oak Creek Two Captains: Operations and Administration
- Four Lieutenants between the two divisions

Two Captains: Operations and Support Services
- Operations: Three Lieutenants cover patrol
shifts, and One Special Investigations
Menomonee Falls Lieutenant and a Patrol Bureau Support
Sergeant
- Support Services: One Support Bureau
Lieutenant

Two Captains: Operations and Support Services
- Operations: Investigations and Patrol
Lieutenants covering patrol shifts
- Support Services: Community Service Officers,
Communications and a Lieutenant overseeing
records

Two Captains: Field (Operations) and Support Services

De Pere - Operations: Six Sergeants
- Support Services: Three Detectives

West Bend

Timeline for Implementation: 12 i 18 Months; Priority: HIGH

Implementation Steps
1. Reclassify the two Lieutenants to Captains.
2. Create or refine job descriptions for the new Lieutenant positions.
3. Market and recruit for the Lieutenant positions.
4. Assess the skills of each to determine which Captain should oversee which functions and shift the positions
appropriately to report to each Captain.
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Table 127 Police Department FTE Change Summary

2.0

Lieutenants

Lieutenants (reclassified to Captain) -2.0
Captain 2.0
Department Net Change +2.0 FTE
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three fire stations across the City and is led by a Fire Chief and two Deputy Chiefs: Administration, Operations, and a Division Chief of
Prevention/Inspection/Investigation. Emergency Medical Services (EMS) services are provided by a separate entity: Fitch-Rona EMS.

Figure 16 1 City of Fitchburg Fire Department (Current State)
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Recommendation 16: Review the staffing structure of the Fire Department

Recommendation: The Department and City leadership need to review the structure and ratio of paid-on-call and

career firefighters and at the same time, work to boost recruitment efforts to staff the department to safe levels for
appropriate response to service calls.

Detailed Observation: The Department is comprised of approximately 75% paid-on-call and 25% career firefighters.
This structure has contributed to the current critical staffing levels and a reliance on mandatory overtime and mutual
aid from nearby municipalities and fire districts to provide basic levels of service. Hiring paid-on-call staff is becoming
increasingly difficult, in large part due to the nature of the job and often undesirable shift schedules.

Paid-on-call volunteers are difficult to find and retain, resulting in a considerable amount of overtime for the career
staff to cover shifts. Staff are experiencing burn-out as well as creating high costs due to the volume of overtime.
Conversations with Fire leadership and firefighters indicate a desire to research flipping the ratio of paid-on-call and
career staff to fully staff the department and to use as a retention tool. Additionally, the Command Staff of the
department is experiencing pain points due to the low staffing levels and being able to provide supervisory coverage.

The City recently completed a staffing analysis (Appendix B) which speaks to many of the same themes observed by
Baker Tilly in our conversations with Fire leadership and Fire Department personnel. The staffing plan discusses
organizational priorities which also speak to the need of a larger organizational strategic plan and could be mirrored
in that organizational strategic plan as agreed-upon by City leadership and Common Council.

EMS is provided through the Fitch-Rona EMS organization. Fitch-Rona oper ates out of Fil
utilizes the same resources and facilities. Each entity is governed by its own Chief. Discussions and studies to
combine the two entities have occurred in the past, but the decision has been to keep them separate. A merging of
these two departments would require support from City leadership and Council in both Fitchburg and Verona, as well
as the other communities served.

Detailed Recommendation:

Structural change and benchmarks

A review of peer communities in Wisconsin shows some variety of structures and staffing models but a common
thread at the supervisory level is a division of Career and paid-on-call/premise positions leading those separate
groups. Outside of Dane County, throughout the State, fully paid (career) departments are more common.

Table 131 Fire Department benchmarking

City/Town/Village Staffing Structure

Three Divisions:

- Inspection and Fire Prevention

- Firefighting and Rescue

- Emergency Medical Services
Within Firefighting and Rescue, leadership is comprised
of Captains and several Lieutenants. The department
provides Emergency Medical Services, so staff is hired as
Firefighters/Paramedics. These staff are all full-time.

The Department has recently moved to a fully paid staff.
The structure is as follows:
- Deputy Chief: responsible for training, fire
prevention and administration
- Three Battalion Chiefs covering all shifts reporting
directly to the Fire Chief

- Assistant Chiefs of Administration, Operations
and Training

- Career Captains and Lieutenants

- Paid-on-premise Captains and Lieutenants

Beloit 36,609

West Bend 31,727

Sun Prairie 36,189
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As the department works to shift towards a higher ratio of career firefighters versus paid-on-call, the current structure
of a combination of career and paid-on-call Division/Battalion Chiefs and Lieutenants should also be changed.
Division/Battalion Chiefs and Lieutenants should be career to alleviate the difficulties in covering those shifts and
reduce some of that overtime. The shift to career staff in general will reduce overtime costs. Baker Tilly aligns with
the organizational goal outlined in the June 2023 staffing plan to flip the department ratio of career versus paid-on-
call to 70% career staff which would assist in the reduction of overtime (another outlined organizational goal).

The primary focus should be on recruiting for the vacancies existing at the firefighter level first, and then look to shift
all division chiefs and lieutenants to career positions. In the future, when the department is fully staffed at the shift
level, or close to fully staffed, a potential addition of another Division/Battalion Chief to adequately cover fully staffed
shifts would provide additional efficiencies in leading each shift and give firefighters more flexibility for taking needed
time off and requesting changes in schedules.

Regarding a potential shift to a combined Fire and EMS department, for the immediate future, the City should keep
the Fire Department as only a Fire Department and make plans including allotting budget and funds to conduct a
thorough review of operational costs of both the Fire Department and Fitch-Rona EMS, with the support of Fitch-
Rona EMS. Thatrevi ew woul d need an analysis of how a merger
and ultimately the service delivery of both Fire service and EMS service to the communities served would be
necessary before making a recommendation.

Best practices

NFPA Standard 1710, developed in the spring of 2019, and updated on a 5-year cycle, note optimal staffing for
career departments to be at 4 on-duty for both an engine and a truck. As the Department moves towards a hire ratio
of career paid staff, this staffing level best practice should be used to determine if additional FTE count is needed.

Timeline for Implementation: 127 18 Months; Priority: HIGH

Implementation Steps
1. Emphasize adding Career Firefighters (higher career staff ratio). Continue to work with HR to recruit
firefighters for vacancies.
2. Transition to an all career staff for Division/Battalion Chiefs and Lieutenants
3. A future Division/Battalion Chief may be added to cover needed command staff functions
4. Determine if the allotment of funding for a study of the potential merger of Fire and EMS in the planned
Strategic Plan is appropriate T earmark those funds during development.
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Table 141 Fire Department FTE Change Summary

Division/Battalion Chief*
Department Net Change +1.0
*a potential addition in the future

Figure 17 1 City of Fitchburg Fire Department (Future State)

Fire Chief (1 FT)

Administrative Services Deputy Chief of Deputy Chief of
Manager (1 FT) Administration (1 FT) Operations (1 FT)

Deputy Chief of
Prevention/Inspection/
Training (1 FT)

Division/Battalion Chief Intern Firefighters (6 Division/Battalion Chief Division/Battalion Chief

SLEErE i R Intern) Station #3 (1 FT) (1FT)

Station #2 (1 FT)

Fire Investigators

Lieutenant (6 FT)
(2 Pox)

Firefighters
(10 FT, 45 POx)
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Economic Development Department

The City o fEcoromic Ddvddopmegt Department is responsible for economic development, marketing and
tourism, housing and overseeing and managing the tax increment districts (TID) in the City. The Department is staffed by
a Director and an economic development specialist. The Department also provides staffing assistance for the Housing
Advisory Committee and the Community and Economic Development Authority. The Department has been responsible for
the creation of a Housing Plan and Economic Development Strategic Plan.

Figure 18 1 Economic Development Department (Current State)

Economic
Development
Director (1 FTE)

Economic
Development
Specialist (1 FTE)

Recommendation 17: Assess the housing demand in the City

Recommendation: Assess the needs of the housing demand in the City and plan for the future growth of that need

for both current and future City residents.

Detailed Observation: The Cityd6s Economic Devel op me mpeoplddanfEeonomime n t
Development Director and Economic Development Specialist. The functions of this department include economic
development work including creating and developing tax increment districts, managing relationships with associated
tourism and chamber of commerce organizations. Baker Tilly understands the Department is also tasked under
statute with overseeing the housing authority, the Community and Economic Development Authority (CEDA). The
Economic Development Specialist is the staff contact for the committee.

The Housing Advisory Committee (HAC) meets quarterly and is comprised of nine members: one alderperson, one
Community Economic Development Authority (CEDA) member, and seven citizen members. The seven resident
members require a background in either housing finance, housing development, non-profit housing, or be an
attorney, real estate broker or appraiser, housing expert, property management or economist. Lastly, at least three of
the seven citizen members shall be residents of the City. The HAC advises and collaborates with CEDA, the Plan
Commission and the Common Council of the City. The Economic Development Director expressed a potential need
for a dedicated housing position to oversee housing functions.

Detailed Recommendation:

Structural change and benchmarks

As discussed in Recommendation #12 the City needs to develop an organization-wi de str ategic pl
priorities and plans for the future. This plan should address the current housing needs and plan for what the future
may bring and increased demand for housing. The plan should also reference the most recent Housing Plan iteration
from 2019 and work with the Housing Authority on appropriate updates to that plan, and the inclusion of those
updates into the strategic plan. Additionally, the recommended grant position within the Finance department can also
serve some of these needs, sourcing for grant opportunities in housing and dedicating time to managing those

grants.

The City of Sun Prairie staffs a Municipal/Housing Planner in their Community Development department. Notably,

economic development is a division within the Community Development department along with planning and building
inspections.
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Timeline for Implementation: 12 7 18 Months; Priority: HIGH

Implementation Steps

a. During the planning stages of the strategic plan, the SWOT analysis should uncover gaps across
City departments and functions and outline what housing gaps exist.

b. As priorities are outlined, if housing remains a high priority, plans should be developed to dedicate
resources to address the current and future needs of housing in the City. The HAC and CEDA
should be consulted to ensure appropriate mea
housing programs are considered.

Conclusion

The City acknowledges it has many obstacles to overcome as it strives to meet the needs of a growing and diverse
community. The rapid growth experienced by the City has stretched resources and staff, but the City has a strong desire
to make the necessary changes to accommodate the needs of all its residents, and plan for the future.

One of the largest challenges facing the City is with recruitment, most notably within public safety. Police and Fire are
both operating on thin margins and need to quickly staff those vacancies to maintain an optimal level of service and safe
working conditions. A review of recruitment strategies and potential changes to leadership structure in both departments
can help to achieve those goals. Additionally, changes in leadership roles recommended throughout City departments
along with the implementation of a strategic plan will position the City to not only solve its current challenges but be
forward-thinking and plan for future challenges.

A summary of the recommendations along with any associated FTE changes and their implementation timelines are
below:

Recommendation Recommended | Timeline Duration and Priority
FTE Change for Implementation

Address lean administrative support - 617 18 Months,
Restructure City Administrator reporting lines +1.0 01 6 Months, HIGH
Hire a Communications Director and Create a communications +1.0 0i 6 Months. HIGH
strategy ) ’
Consider additional staff to meet the growing demands of the +20 127 18 Months. HIGH
City : ;
Study the staffing of the Finance Department and how staffing
supports key functional areas: +1.0 127 18 Months. HIGH
- Finance Assistant +1.0 127 18 Months. HIGH
- Budget Analyst
Budgeting efficiency and optimization needs appropriate support -- 127 18 Months, HIGH
Assess and adjust existing and potential technology solutions -- 127 18 Months,
Improve Public Works recruitment strategies -- 01 6 Months, HIGH
Move functions of Parks and Forestry functions and staff into +1.0 12 18 Months. HIGH

the Public Works Department

Create a Leisure & Community Services Department with
functions of Recreation and the Senior Center and new Leisure +1.0 127 18 Months, HIGH
& Community Services Director

53



City of Fitchburg, Wisconsin
Operational and Organizational Review

RECOMMENDATIONS
Recommendation Recommended | Timeline Duration and Priority
FTE Change for Implementation
Healthy Neighborhoods Initiative supervision and prioritization 127 18 Months, HIGH
Develop a Citywide strategic plan -- 127 18 Months, HIGH
Create more access for residents to City services -- 127 18 Months, HIGH
Improve Police Department recruiting processes -- 07 6 Months, HIGH
Review the command structure of the Police Department +2.0 127 18 Months, HIGH
Review the staffing structure of the Fire Department (*note this
would increase the FTE count of the department as firefighters +1.0* 127 18 Months, HIGH
are hired)
Assess the housing demand in the City 127 18 Months, HIGH

Recommended Citywide FTE Change mnofrte |

As the City moves to implement the outlined recommendations, the changes will allow the City to continue to adapt to its
ongoing growth and how it responds to the increase in demands on both staff and City infrastructure caused by that
growth. The City is eager to find ways to improve upon what it already does well: delivering exemplary services to its
residents and remaining a desirable place to live in Dane County.
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During these 5 phases we also need to add 9 patrol officer positions throughout

Appendix A

Police Staffing Needs
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Fitchburg Police Staffing Needs

Position Shift Brief Description
Reclass of 2 current The current Lieutenants are filling both a Captain
. . Days .
Lieutenants to Captains and Lieutenant role
N Provides advanced level administrative support to
& | Administrative Specialist Days the Command Staff & backup to the Court Liaison
and Admin. Services Mgr.
: . Oversees the night shift for Command Staff
Lieutenant Evenings
coverage
Position Shift Brief Description
Detective Sergeant Days Oversees the detective bureau
& | Property Evidence Specialist Days Civilian employee in charge of evidence and property
e management
N | Reclass 1 Telecommunicator Oversight of the day-to-day operation of the dispatch
position to Telecommunicator Days center
Leadworker
Position Shift Brief Description
9 | Lieutenant Afternoon | Oversees 2" shift for Command Staff Coverage
Q | Detective Afternoon | 2" shift detective coverage
Telecommunicator TBD Dispatch coverage
~ Position Shift Brief Description
§ Telecommunicator TBD Dispatch coverage
®© Position Shift Brief Description
S | Lieutenant Days Fulfills sworn administrative coverage for all 3 shifts
N | Telecommunicator TBD Dispatch coverage

Blue = Reclass of position Yellow = Sworn position White = Civilian position

Sworn per 1,000 population

Fitchburg National Midwest Fitchburg Difference
Population Average Average Average Using Midwest
Year Estimate* 2.1** 1.9* 1.60 Average
2024 34,461 72 65 55 10
2025 35,046 73 66 11
2026 35,631 74 67 12
2027 36,216 76 68 13
2028 36,801 71 69 14

*See back of page for population estimate information
** FBl: UCR ACrime in the U.S, A2019 ACrime in the U.S. 2019 ATables ATable 70

5€



https://ucr.fbi.gov/crime-in-the-u.s
https://ucr.fbi.gov/crime-in-the-u.s/2019
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https://ucr.fbi.gov/crime-in-the-u.s/2019/crime-in-the-u.s.-2019/tables
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1 Using the above chart, our sworn staff numbers in 2024 will be 10 short of the Midwest
average for cities our size.

1 By 2028, our sworn staff numbers will be 14 short of the Midwest average for cities our size.
1 The above phases have 5 sworn staff added through 2028, but to get to the 14 in 2028,
we need to also add 9 patrol officers throughout these five phases.
Fitchburg Population Estimates
Planning & Zoning
Comp Plan DOA as of Dept. Estimates

Year Estimates** Jan. 1* with the Town***
2020 29,612 30,391
2021 30,197 31,869
2022 30,782 31,817

Estimate w/ added 1,474 for Town Nov. 2022 33,291
2023 31,367 33,876
2024 31,952 34,461
2025 32,538 35,046
2026 33,123 35,631
2027 33,708 36,216
2028 34,293 36,801
2029 34,878 37,386
2030 35,463 37,971
2031 36,048 38,556
2032 36,633 39,141
2033 37,218 39,726
2034 37,803 40,311
2035 38,388 40,896

* DOA Population and Housing Unit Estimates (wi.gov)

** Comprehensive-Plan-2020-Update-2021 (fitchburgwi.gov)
Assuming an average of 585 persons added per year same as the Comp

***Plan
MPSIS Data
Population Authorized Sworn Sworn per 1,000
City 2022* Staff 2023** Population Average
Fitchburg 33,291 55 1.66
Middleton 23,031 41 1.79
Monona 8,869 21 2.37
Sun Prairie 37,304 60 1.61


https://doa.wi.gov/Pages/LocalGovtsGrants/Population_Estimates.aspx
http://www.fitchburgwi.gov/DocumentCenter/View/21775/Comprehensive-Plan-2020-Update-2021
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Verona 14,889 25.5 1.72

* DOA Population and Housing Unit Estimates (wi.gov)
** Data directly from each department listed
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Appendix B

Fire Department Staffing Plan 1 June 2023

STAFFING

PLAN
JUNE 2023

Executive Summary:

The City of Fitchburg is one of the most-rapidly growing communities in Dane County and the
State of Wisconsin. Community progress is straining fire department staffing and our
organization is experiencing significant growing pains. The problem is identified as a staffing
issue. How does a growing community appropriately address the staffing needs of public safety
and emergency response?

Community expansion and increasing call volume contribute to the cumulative effort of
readiness, response, and recovery. Service demands are growing proportionately. Development
also influences the number of inspections and plan reviews that are needed for appropriate fire
prevention.

As we consider solutions to our staffing crisis and establish a plan to implement/fund new career
fire department positions, we need to identify the following organizational priorities (not listed
in any specific order):

1. Reduce the amount of overtime career firefighters are working.

2. Transition to at least 70% career staff scheduled to cover the 78k annual hours.

3. Implement on-shift supervisory, command roles.

4. Reduce the number of hours FD Administration is covering operations and the roles

associated with the Fire Department Officer In Charge (OIC).
5. Create leadership, career development, and succession planning opportunities.

With these priorities in mind, the following phased staffing strategies are recommended to
support additional career positions:

PHASE ONE i 2 Firefighters and 1 Battalion Chief (impacts priorities 1, 2, 3, 4, and 5).
Allows the Fire Department to assign 5 Firefighters to each of the three shifts. This strategy also
gets two of the three Battalion Chief positions implemented more quickly (with the voluntary
demotion of one Deputy Chief). Preferably, this phase gets approved for the 2024 budget and
makes an immediate impact on all the identified organizational priorities.

PHASE TWO'i 3 Firefighters (impacts priorities 1 and 2). Promote 3 Firefighters to
Lieutenant (impacts priorities 3, 4, and 5).

Allows the Fire Department to add another Career Firefighter to every shift and have a total of 6
Firefighters assigned to each of the three shifts. This phase also provides appropriate crew
leadership i needed for realistic span-of-control in emergency operations and personnel
management. This strategy only adds three additional career positions to the fire department in
this phase (while reclassifying three firefighter positions to lieutenant positions).

PHASE THREE i 3 Firefighters and 1 Battalion Chief (impacts priorities 1, 2, 3, 4, and 5).
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Adding 3 FF allows the Fire Department to then have 7 Career Firefighters assigned to each of
the shifts. Adding a battalion chief in this phase allows for supervisory and command-level
infrastructure. The combination of these positions enhances on-shift staffing levels and
response capacity.

Current Status:

Career : POx Ratio i Combination Department:
At present, the Fitchburg Fire Department has a career to Paid on Premises (POX) firefighter

‘ FITCHBURG ,
S )

ratio that exhibits a POx bias. FFD6s roster i s 25 %areen(mor-earecerand 75 %
numbers include support staff and fire service interns). This staffing model is concerning as
Fitchburgdbés r ecr ui timedPox firefightensdaestrendirfg dawnwara r t
(consistent with nationwide trends). The following table provides a historical staffing perspective
of Fitchburgés Staffing:
Year Career Non-Career Population Responses
1971 0 19 4,704 UNK
1980 2 36 11,973 146
1990 3 47 15,952 < 300
2000 6 44 20,615 776
2010 12 55 25,260 1,315
2020 15 58 29,592 1,927
2022 16 44 31,817 * 2,155
*Wisconsin Department of Administration estimate
POx Recruitment Effort i Diminishing Returns:
This table focuses on how many POx were hired, how many finished recruit class, how many
left the department, and the total number of POx members that remain at the end of the year.
I tndtsimple math i considering that not everyone makes it through probation and interns that
graduate FFDO6s internshi often transition to POX
Year Recruits Hired Recruits Finished Left Dept. Total POx Staff
2017 9 5 20 48
2018 9 5 13 44
2019 11 8 6 46
2020 4 1 10 43
2021 3 1 9 39
2022 3 2 8 30
2023 6 TBD 9 (vyTD) 31

6(



City of Fitchburg, Wisconsin
Operational and Organizational Review

APPENDICES

Work Environment, Overtime:

Fitchburg firefighters are working a lot of hours T this effects workplace fatigue and off-duty
relationships. Staffing standards (also known as minimum staffing) effect limited tolerance for
staffing fluxuation. Reductions in POx recruitment, a spike in FMLA-related leave, and a change
in the career firefighter workweek (from 52 i 48 hours) have contributed to overtime increases.
The following graph provides perspective for the past 4+ years:
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With the current staffing model, the Fitchburg Fire Department staffs one officer-in-charge (OIC)
and eight firefighter/company officer positions daily. Daily staffing covers two fire stations
(Station #2 on the west side and Station #3 on the east side). The total number of hours needed

to staff our emergency response = 78,840 annually (not including administrative office hours).
Currently, career firefighters are scheduled to fill 33,380 hours, POx firefighters should be filling

32,460 hours, and interns should be filling 13,000. Over-reliance on part-time staff is not a

sustainable model.

An overview for staffing strategies/priorities was provided in the executive summary. The

information provided below shares how staff hours would be distributed (as more career staff

are added).

PHASE ONE T 2 Firefighters and 1 Battalion Chief:

APPENDICES

(A1)
FITCHBURG
py ———— 1§

wwwwwwwwww

Staffing Type Authorized Avail for Staffing Hours Staffed
Career (including admin) 20 18 40,756
Admin. Serv. Manager 1 0
Paid On Call/Premises 46 31 25,084
Intern Staff 6 6 13,000
Support Staff 10 0

Totals: 84 78,840

PHASE TWO'i 3 Firefighters. Promote 3 Firefighters to Lieutenant:

Staffing Type Authorized Avail for Staffing Hours Staffed
Career (including admin) 23 20 47,728
Admin. Serv. Manager 1 0
Paid On Call/Premises 40 28 18,112
Intern Staff 6 6 13,000
Support Staff 10 0

Totals: 84 78,840

PHASE THREE i1 3 Firefighters and 1 Battalion Chief:

Staffing Type Authorized Avail for Staffing Hours Staffed
Career (including admin) 27 24 54,720
Admin. Serv. Manager 1 0
Paid On Call/Premises 35 24 11,120
Intern Staff 6 6 13,000
Support Staff 10 0

Totals: 84 78,840

Commitment to staffing from active POx membership and from City of Fitchburg:
use this opportunity to evaluate the

We

commitment to POx staff. We would specifically address POx members that have a noticable
reduction in organizational activity. From a readiness and risk reduction perspective, we want to

wo ul

d

commi t
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make sure that firefighters remain active i exhibiting appropriate competency levels. In
exchange, the City must evaluate compensation and incentives for those who continue to be
active in our membership.

Current Org Chart: (=]
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Future Org Chart:



